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14 May 1952 


PERSONNEL DIRECTOR MEMORANDUM NO. 27-52 

SUBJECT* 1952 ANNUAL CONFERENCE OF THE SOCIETY FOR PERSONNEL 
ADMINISTRATION 


The annual conference of the Society for Personnel Administra- 
tion was held 1 and 2 May in Washington. Hie general them of the 
conference was, n The Public °s Interest in Public Personnel Administra- 
tion. n A general session was held in the morning and specific aspects 
of the topic of the general session were reviewed at panel discussions 
in the afternoon. Resumes of those discussions which are of particular 
interest to our Agency, as reported by members of the Personnel Studies 
Staff, are attached for your information. 



GEORGE E. MELCON 
Personnel Director 

Attachment 


yV\ v 
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GENERAL OPENINGS SESS20U* Looking 1st© the QcldUTlah Bewi a 


HasraM H, Le ich, Vic® Freeidsaat of the Soaieity and Cbatosa® sf 
this smiea; opened the s©nf«r®®®a with a brief weloeretog address 1st 
tiiioh he mentioned that there had tees a substantial increase ia 

.iip discing 'the lest year® Mnahja’a ©f the Society smjw EMhw? 

®wr 2000 a ssA three field chapters have reota itly bee® 

A. the first speaker to. this b©sb£©® was the Hocc raM s 
BRMKS HASS, ttnta* ©f Cengyrcss firas Arkansan, who, an a C@g$reaeaaai 
looking into the g®2d~fi®h bawl, sees as tope*?ta*;i the following pelstoi 

2* An iapertant element ©f ge©d adraiaf^ ^atien 1® th® attitude 
©f the administrator toward the legislate® and Me relationship© with 
the members of Congress, Confess must he the interpreter ©f the **„ 
ecutive 8 # actings to the psaMto® St is the taffts* as? g®=batwea® ©f the 
people and the exeeutdw bsmach. 'EM© feet tends to he cmemphasised 
*3 r Ccasp^ss while it is minimise by the administrates® 

2 * to important acrcllayy ©f thin petet is that t ho adaiatotra- 
Men nsast h*m the proper attitude towards the we wee ©f mewm toatifestod 
sy Ccoagreea. C®ssp*essic®al toaiatese uapaa e®«e«i( 3 al w© ®f the t wt 
dollar in ©®2y right and prcpor and reapesasfop® to toe demnda ©f the 

to to a fcatw position t© do ses^thto® atari 
}*•_ ** a “fc* 8 ®* 3 - dee ire ess the part of administrators to ex- 

tend and inpleneat their jsragrans to the fullest extent peasifele. it 
fcsdj 2 * 0 *»«sae®y. to realise that we @ass 8 t provide everything get evwry~ 

* , ?• neoeesity for a long range view ©f desirable ©hjestivne 

4 ® the overall need, on the part of both legislates aM ad- 

■toistratee, ft* ft perspective that will fit the small segment af effort 
int® it® proper place in relation t© the total effort and the total m&M 
the people ©f the world® This need ©f vision is ©©(spied with the need 
for a eijEoert desire t© help the people ©f the wcs*ld« Th® senes ©f ad ® 
venture and the thrill of helping people that activates the ener getic 
end dedicated initiation of a new program or activity must somehow he 
2 -.> sained as the program develope and becomes the mar® routine matter ©f 
enforcing or carrying ©at legislation® 

4* The Congressman met tape® his eyas mtm widely and in s® 
doing project himself trot© the problems ©f the adatoisterater. She 
administrator* on the other hand, asast be more tolerant toward CesMpeas-* 
*eo, and not expect them -to be experts, 
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vial J i R r U "’ D ^' w3tOT ' *•“»»<> St»U« WHEW, aisfl ttmmr- 

. ?”?***“?• D ; ?:• *» * cIUmb ledciag toto tiw gdU- 


ti m 

0 


*• ' a >® ssststaading veakaesa of the Civil Servica is 

epp®a^« system whereby you ©ss 9 i got rid of the *drmm" to am-mi 
1% U ^\^ ek 8aal ® r to teeosfor aa inefficient wsg-ker to aiJtLrVg 

2? tJha t&roo or fesar aeaths premia, ®f gottiag 

rid ©f him entirely so few aro actually eeparet&l. 

?* standardised gewaasat jargon that ported 

govoruuiaut office and preclude® the possibility of oosqroto^ 
wasiuossaan wh© msy ece» into government for a aim ©r eight m 
tear of duty is another weakness of the administrative teoah, 

waB **?• Honorable A. S.-MSE'lOaiGHESr, United 
ftpon . Ok2ahco »* epeasd hie address with a few ramrte 
T is the place where people 

)>»«»**£ ^ fiLaB f? to x g *f. ^ e?!a *“* then ean new be fired ©ewe they 
*!!2 > « the 5 4 if? QW»»tlon t© them would be, B What D s so wonderfbll about 

aSse^^f.ii*r^M i r , *T 8at r x J^ p! ® r ^® afe workers ar® subject to constant 
a ft*om the psablio due to the political nature of government. This 

d ? 1 ® w,ir * d “^a^® <» the pert of 

l workers. Added to this la the disadvantage ©f living in a "soapsiy 

orattUST* ° f e ® 9 ° # P®*® 0 ®® 1 ***• lt-UahS to iavestSSion 


Some of the aspects ©f public perse#®*! 
Senator a see on looking into the goldfish bowl are* 


admimietgaticaa that a 


2? P 0 ® 5 * #ffeot8 ef wwl®« budget cute. Mu^ gins are 
eoaaittsad in the name of ®®oncmy f but perhaps the wsret ar© the so-called 
meat axe, across the board, ©uts. 

< A peer pay schedule^ which is the raeult ©f aa att®m>t to 

oversimplify the problem. As it stands now, the schedule is toTall- 

*h«!rt 4 S?* i* 9 *^ *** "*2^ F ® d ®*’«3L employees euteid® of Washington 

JSftJlJEJlf 4 * IS® E«**fc* nt * of area. This systoa feaTSn 
meet successful for the blue collar workers and should be aoDlied to 

sissUw ° f «* ^T—iiffSeS » 

^ 8^ ad ® enpleyese at the expeac© of the high©*. a eitaM&icm 
which the last pay bc@et did nothing t© corset. • f ' 9 8lKuaw ® B 


2 ~ 
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3 . There is need ©f a bettor ptsmtlcm system. The feist m 
**• g©WMM*jt mam of leak ©f recognition Arc® wathis&o Tt cse 
who ratals are, for the meat part, those who d© act feats tin® ©naertamitr 
to lasts. ^ ^ 


service. 


A good aapeot of the Civil Service .is that It la a cares? 


M Senat or Monrcney ©loaod his addrees with a "eomBeroiftl" tat the 

Motonaaant Bill, is which it is proposed that a %lxa ribbon" Civil 
Senrioe he sat up is the Bureau ©f Internal Rover jus, Thor© is a groat 
sasd to rasters public confidence is the Buraau, end this bill night fea 
a »tap is that direction by inflating it against political ieifcarv^aiion. 
This program would put an incentive system la tfeo eas’vi&a. 

Tbara would bo faster promotions, especially for the young man, wfis© as?* 
apt to feeoana discouraged when they find that their chan®* ter getting 
ahead are blocked and that they vast wait far acne aged iisjswstet to 
either die or retire. The application of thio system would require a 
flexible Civil Service Conolwica which weald recognise the differe nces 
asceg the espl^ees of different agenci ee and waOdpersit tfeefeST 
tallerisg of the prograa to fit agency smda. As administrates? of this 
feltae ribbon service there dtaouM be a special assistant to the 
Comal as ion who would be la charge ©f personnel Betters in the Bureau of 
Internal Revenue and who would be equal in rank to the top level in the 
Ceaaisalen. 

_ D * **» closing nddreea of the cptmin® eeesisn was delivered ter the 
lonorable ROBERT RAM3PECK, Chairman, United States Civil Servto C mnla slocu 
Conalssioner Raaspeok opened his reaarks by stating that there 5s a need 
for tfc. piMlo to bosom bottor «lth t2 pwS 

and his work, since better public understanding and support ar® essen tial 
for better government. A» coo looking ©at from within the goldfish hovl 9 
the Commissioner sees the Civil Service CesaniBBi*© providing l ead ership 
in the improvement of public personnel administration, in th® fol lo w i ng 


field. 


1. Extension of the activities of the Expert Examiners to the 


2. Expansion of the Executive Development 

3. Expansion of the Career Development /Program 
Administrative Inters Program) 


£“ Bn P fil * 8i8 00 the conservation of manpower and oceperaties 
with the Bureau of the teidget in the preparation of Circular 44 which 
points cut how manpower may be conserved. 
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5« Aotivltlts of the Inspection Divlelisa of th© C omnia ale® 
^iloli gives the various agencies many oanatruotiue ranaeUcns and 
then la solving their problems. 


A aoahsr of the amesuree which would aid la offosUw personnel 
administration in the Federal Service are dependant ansa the leg is la t ure 
The following are listed as the legislative goala sought to the e**~ 
mission in the Interest of better management t 

Revision cr repeal of the Whitten amendment restricting 

promotions. 


2. El imi nation of the leave accumulation ban rider. 


3. Retirement legislation and adequate appropriati®E» br 
Congress to insure the integrity of the retirement Asad «M at the 
tlae give eaqjlcyeoe aaxlmm coverage. 


same 


4. Passage of the Federal Personnel Recruitment Act. wh:Lc !3 
wen ld de centralise recruitment by delegating responsibility tor the 
performance of this function to the agencies. 

S* Change in legislation Halting the number of personnel 
£****«-? needs of agencies foe personnel workers vary with 

thepoiat in tin. and the activities of the agency, as well as the 
number of people la the agency* 


„ . to tile mhc ^* «*«“*«* Ccranissiooer Haaspeok rropesed 

that a top»fllght maaageaont expert — probably fro® private Indus try — 
be employed by the Qovsnaaxmt at a salary of around $50.0(00.00 a yecr 
t o st iaaalate Management efforts in Federal agencies. This peruse should 
serve on the Presidents staff and should be responsible for the 
modernisation and streamlining of Government manag e me nt practices. lb 
supplement the work of this man there should be a "career basiasss 
manager" in each department and agency, who would be directly usder the 
agency head. 


Camiss loner Ranspaok concluded his remarks ty answering & 
oo« of the other speakers (fiandau) concerning th© dii- 
floaty involved in separating an inefficient sspleyeeTThf only thing 
standing between an inefficient sqsleyes and separation is the Xaok of 
courage on the part of administrators, and the problem would now o cas 
up if proper use were made of the probationary period. 


cs ^ <a> 
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Thasraday, 1 May 1952 

Subject i BETTER GOVERNMENT THROUGH BETTER PEOPLE 

PANEL DISCUSSION At Can Qowmwt Ccegwte 9 nsaessAflly fcs? Superior 

Pecpa.a? 


Chairmans JAMES M* MITCHELL, tf, S , Civil Stnloc Camisaicner 

ALBERT J» CARET, Asst. Deputy Administrator, Frsgsvua Requiroiu^ats 
Defesee Predation MssIMsfepa tie®* 

TERROR D. NORTHROP, Administrative Assistant Secretary, Departeiant, of 

Lato. 

LEONARD W. VATJGRAN, Personnel Director, George Washington University. 
KENNETH 0. WARNER, Director, Civil Sendee AsssnbSy of the United States 

and fUyxtHa. 


At the outset, it was generally agreed that the Federal 
Oofernwait could not compete, payvise with private industry, for the 
eereloe individuals. 

The Federal Government oan oou&terhalanoe this fasts? to a 
large extent by concentrating on lnfluanoing the Job decisions of 
superior individuals by the following methods suggested by the panalt 

I Arrange to have the public schools incorporate in their 

oivios courses details of the work performed % key personnel 
in speoifie Departments of the Federal Goowonent. Such de» 
tails should be presented in sv&ta a manner as to arouse© th» 
interest of proa pec tire applicant© far such jobs. 

II Establish better public relations with colleges and uni- 
versities by 1 

A. Covering then on a year-round basis with ecsapetent re- 
cruitment persoanal. 

B. Provide the professors with a more thorough knowledge of 
the opportunities offered by a career with the Federal 
Government, by a more extensive use of their service© on a 
paid consultant basis. 
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C. Cew all eonferenoea of College Placement Officers with 
qualif&sa parscnnal In order to becejta peKUtSBally &£%-=* 
quaint with those effiasro end their tom unique p!as®~ 
meat protoleMa. 


111 

I? 


®* f® 13 - tfa ® heade of colleges and universities on the 
Get® i ri»®Et !, e vital need for superior pereoase 

Content prospective oollege candidates at least toy their 
Junlcr year ia order to provide psreonal guidance and advise 
thronghowt the remainder of their college year,, 

grange with private industry a progrtun for the mutual ©*» 

®* both potential and assarts! personnel e© that 
both Oovorsuaeat aM industry may have a greater mfiffirateading 
of the other a e special prefcloe®* 


? Rrovide a aero flexible system of pertonnel selection for the 
mere Imp ortant positions in the various Beparteeats of the 
Qcmnw&te 


^ int o effect a vastly increased training program- for 
'>/»’fiTBnant asployees ia order to provide a pool of trains! 
personnel ready to take over key $©b®. 

VII Organise a public relations program aimed at informing the 
general public about the vital roles performed ter km jmn 
la the various Departments* 
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Thursday, 1 May 1952 

Subject t BETTER GOVERNMENT THROUGH BETTSR PEOPLE 

PANEL DISCUSSION Bi How Can Government Motivate sM Reward Super it r 

Performance? 


Chairman i ARTHUR S, FLEMK2JIG, Aset, to the Director (Manpower), 

Office of Defense Mobilisation* 
President , Ohio Wesleyan University 


EDWIN N. MONTAGUE, Director of Personnel, Department of State 

CHARLES F. PARKER, Organisation and Methods Examiner, Bureau of the 

Budget 


MOTTRAM P. TORRE, Psychiatrist and Personnel Consultant, Mutual 

Security Agency 

CHARLES CUSHMAN, Personnel Administrator, State of Rhode Island, 

President, Civil Service Assembly of the United. 
States and Canada. 

NOTE . It should probabSy be noted that the presence of a "reward" d .em 
not always stimulate an Individual to engage in *roward~f*ffi?suiiig" 
activity* If it is oomeedad that N reward»pursuing n activity is basically 
"need-satisfying" activity, it may be conoludad that it is the aids tense 
of a "need" rather than the presence of a "reward" which spurs the 
individual to action* Hence, the task would appear to be, first of all, 
to recognise the basic needs of . the Government employee (probably such 
needs are not unlike these fen* acm-Governraent employee,! ; secondly, 
l&a&ttfcJfefet JEasaate will satisfy those needs, and; third, Kttkc...thfe 
rtMM^a. JMBaa&^la to Gofamment employee. 


DISCUSSION 

*»■ — ■ . .. n giiciwy— 

It was suggested at the beginning of the session that the members 
of the panel direct their attention to the employee "on the job" rather 
Uian toward the problem of motivating eitisens to seek Government employ- 
ment. Nevertheless, some time was devoted to the subject of "selection" 
and to "What motivates people to come to work for the Government?" It 
was felt that an intangible "spirit of service" provides at least e 
partial answer to the preceding question* There is an increasing awareness 
of the importance of the Gcvwnssaat in national and international affairs* 
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However, B t©arl®s^ was m^ti^sed as a principal reason fa?? sate aace 
into the Foreign Service* 'Ifefcg'ftsiffiataly „ Foreign Sssn-lce personnel 
usually da net do a groat dealt ©f "touring" &ggt 3 as®seqttmt2y ff the 
turnover rate is relatively high amg Foreign Service employees. 

The s'aeses® of the Junior Management Assistant and Junier 
Professional Assistant Program® was Introduced as avid®®®© that better 
people are eeming into the Government. It was suggested, Sotw; 
that the JMAfs and 4TPA°e are, in sea® respects , t®s> select® That is, 
they ride in cm "white chargers" and seen diBoercvr that there are 
fewer opportunities for application ®f their WKBsaal talent® and 
energies and fewer opportunities for rapid advancement thaa they had 
anticipated® 

' Althou^ the title ©f the session inplied a jreoccup&tiem with 
"superior" performance, the members of the panel agreed that it mM% 
not: be inferred that "inferior" performance will b© tolerated ©? g® 
unnoticed. . As one member ©f the panel put it* "Every man aae^d© a pat 
on the baokj, either high up or low down." 

0a the subject of eeplsyee selection, it was pointed cost that to® 
npah emphasis is being placed on readily measurable skills aed to© 
little on "interests" and personality fastens such as 'emotional, 
stability and maturity. It was felt that "employing highly motivated 
persconel" did not provide a particularly adequate solution the 
question being discussed , feat intredusatloa of the . idea led to the 
general agreement' that there is a need for much mar© work in the area 
©f "aetirntdon testing." 

In order for "superior" performance to b© rewarded, it will first 
be necessary to define and establish "standard" parfen&aaca. this dene, 
the empl «ye© mast be convinced that superior performance will he suitably 
rewarded o If there is nothing to be gained frees "deviation fr-ca the 
standard", most Government eaployees will be loath to so deviate. A 
factor to be taken into account is the effect which superior parfemaaneo 
of the individual will have upon the group. It is not difficult for the 
group to resent and reject the superior individual. The question of 
rewarding superior’ employees becomes somewhat mere complex when viewed 
in this nontext. The underlying morale pr ©bless which threaten 4® 
manifest themselves in "border-line" and "teacher °8 pet" cases is a 
factor to be reefeesed with® 

The suggestion that "to© ssoch security breeds oos^lacenoy" was re- 
oeived with mixed feelings by the panel members and the participating 
audience. ' While it was concede that there is an element, of truth A© 
the statement, it was pointed cat that a sense ef e&msei^j at m@mp 
the doing of a satisfactory job. Employees s especially these in the 
higher echelons, often feel in® ©ear® because they have not grew into 
their jobs, tfedtestaadlng the Job was given peat eaqphasie. Tm 

°2 ® 
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employee aoast be treisxad to do Ms job well and aasst understand exactly 
What is expected of Ms. There naast be a clear»<3ut delineation of 
responsibility and authority and the employe® mmt be abd.® ®M "allowed" 
to see himself and his work in terms of the goals of the organisation. 
Sush goals nsast be tangible and success In their achievttcsnt mmt Iced 
itself to stsM degree of rcoaew^icsat. Orwr^allL (organisational goals 
may be broken down into "division goals" and "unit goals". There mm t 
be informational feedback. Each employee has a right to he aware @f 
his susowios as well as his failures. There nssut be positive as veil 
as negative re^sgnitioo. It snst be sincere recognition* K© cw; is 
foaled bar "soft soaping." 

Inevitab ly ., the important role of tho supervisor received' 3@a= 
siderable attention. To® often , supervisor# are ah eeen on t he basis of 
their oenpetsaase with little or no regard for administrative 

ability. It was generally agreed that the supervises? is probably in 
the beat position to stiasalate the employee to par form in a sugar iesr 
fashion, although it is only the exceptional supervisor wh® d@®a so. 

Why? Poor saspervisery selection has been Kmatlcraed. Lack of "active.® 
tion to motivate" is no doubt equally iaportant. This function @f 
supervision has not been given proper emphasis. . Top management has 
failed to place any premium^ as far as the supervisor is concerned , ca 
"saplcyeo recognition. H It was pointed out that the ability to recognise 
superior performance is as Important as the performance itself. ( Active. 
not passive , recognition is meant here). This ability should be oea*= 
sidered at the time of supervisory selection, encouraged, and g amsa£M 
by top stanagemeanto 

Incentive Awards Programs did not fare too well at 'the hands ©f 
several aessbora of the audience. Awards available to the ambit!®® 
employee fall into three general categories, i. e., incentive awards , 
superior aaoomplishsaaat awards, and management laprovenent awards. 

There was no disouseion of the various types of awards , m sueh, but 
the audience, many members of which had had first-hand experience 
with programs in their own agencies, reacted rather vehemently to the 
suggestion that the Incentive Awards Program constitutes a satisfactory 
stimulus to superior performance. It was pointed out that the statutes 
whieh authorise the programs are ambiguous and overlapping* Awards fer 
identical service may vary widely depending upon which -statute the 
award is based. Instructions to operating officials are complicated, and 
difficult to understand. The edainietration of the plan in itself tends 
to areata mcsrale problems since processing of a suggestion or recosEtended 
award usually tokos so nsdi time that the employee hsaemm impatient and 
hostile and tends to lose any vestige of faith in the program. In ac» 
instances, the program tend to be paternalistic. In a case ©ited, an 
agency periodically requests ite cup®!* visors to submit the names of 
employees who deserve to be rewarded for superior performance. It is 
then naoessary for the supanfscr to "pick" an employee wtete work has 


Approved For Release 2002/03/22 : CIA-RDP81-00314R000200060043-9 



Approved For'Celease 2002/03/22 : CIA-RDP81-00314Wf00200060043-9 

bean "sasaewfeat better” than the work of the other soplcgreas. Katurslly, 
thie situation leads to resentment on the pert of the employees who era 
sot eheeen for the award* It eeeae doubtful whether the advantages of 
recognising the work of a single oDqxtcyee outweighs, In this situation, 
the disadvantages of failing to recognise the others. 

The "performance rating" also received attention, bat dM not stand 
ftp natch better than did the Incentive Awards Progress,, Zt was quickly 
pointed oat that the performance Bating Act of 1950 is nssfc tetter 
known frar what it "u»=did B than for what it "did”. PTea^nsably* ©a® 
pleyees will strive for a rating of "Outstanding*, bat the existing law, 
with the help of the Civil Service Commission Bosnia ticna, requires 
sftoh a ©explicated and tioo^oonsiaaing procedure incident to giving 
this rating that few supervisors are prone to involve thwsslvss in it. 
Zfe was also pointed oat that only a superhuman employee «@aM qualify 
for the award in the first place. 

^QB^lsiltlfiaae - Adequate use is not being made of the tools at «sr 

disposal. 


4 *» 
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Subject i 



PANEL DISCUSSION C* « Does (kmmmmft Heed a Career Executive Pod? 


PANEL 

Chair nan t John J. Cara on, MsKinsey and Company, Managemost 

Consultants. 


C. Lyle Belsley, Assistant Administrator for llccfeaslay 
Advisory C omit tee. National Production 
Authority. 

Harold Stein, Director, Coomittee an Publics Ad- 
ministration Casas. 


Lathes* C. Steward, President, National Federation of 
Federal Bapleyeea* 

Earl P. Strong, Director of Executive Development, 

U. S. Civil Service Comisaion. 

E3SSH S I 9 S 

The first question to be answered is how many executives era needed 
each year? For purposes of this discussion, executives will be con- 
sidered as those in grades OS-14 and above. There are the following 
numbers serving under the Classification Act in those grades at the 
present timet 


OS-34 

7,050 

OS-15 

3,168 

03-36 

522 

03d? 

218 

OS-18 

8& 

Total 

31*00, 


About one half of one percent of the total numb er of Federal em- 
ployees fall in this category. The replacement rate in these positions 
is about 12 per oant a year# considering only complete separations and 
disregarding transfers. This means that there cast be an intake of 
about 1900 executives each year. This turnover rate, while net hi# 
compared with industry, is a reel incentive in go ver nm e nt. It is a 
healthy thing in that it means a periodic injection of mu trains and 
new ideas. However, there ie a definite need fer a new method of 
planning for replacement of top executive talent. In the past this has 
been left too rauoh to chance. A promotion was caught like the itch in 
school - by sitting next to it. 


1 
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** a^ great variation la the characteristics needed tar 
different agemlw for their top executive Jobe., This difference 
*? not »o such bet ween the olaaeified servioe ard appointeants aim® 
r~®T® a strong movement upward aa mere and mere appointments tend 
to be naflo from within the career service. Hies® needs <m» occasioned 
!??•£ - ^ *“*? s«®noy e as, far example, a different set of 

rf St,t * *" **“• *r «. 

, , ^ ** t1 ® 0 * ®» beginaing of the Ilf® of an agwsre cr 

program there are needed people of great initiative and visianTand 

P ^! i ? 1 ?J!T 30K ®^ gr< * a1i P^«al prestige, whereas, w torn the 

f* IJ**® 11 * b ^ 0lw * **** routing these quulifi.. 
eatlons nay not be needed to the earn® extent that they originally were. 

tieea^tw! 2Ll £*? f ®L ] for / «W ^ «* operating exna^ 
tieee, there mist be an overall program for evaluation, a ©oStant 

a P*^*® *Wch will give them an op- 
portwidLty to expand. This would include movement across agency lise 

ment should outside talent b® brought in. there is at the present 

iS* °° *** a *°^ 81 ^ *or going oateide/Lpeeiaiiy 
the prcWeo of staffing a new agency arises. This is ««*!!■ 
whioh is constantly recurring, and which always *iiH be . Howsw* it 

^delSSr^nrS^ “ oppocttm1 ^ ft «" «» establishment 

SS JriJT “ c T e T an to find out what is o® hand in 

i*2 21 fj r ® 3tahl “" ixalde the government, then to begin 1© eking 
CrJS! 2T2! 17 qUall £! 3AU<ms 00 the ©staide. Vhile it is wdSfelod- 

it a 8eri ®® of ®*»®»tiv» Jobs for which the care®? 
legioaiay prepare people, there is also a desMed 

Sf SiElV* i^ loal kaowi«ig«. This special 

to •' ftir *» the organisation ratter then having 
a whole ocupiemant of executives with oenplote teahnioal knowledge. ^ 

t ^ Ph ?!!L 0 L Cm ^ ti ^* d0 ^©Pn®nt. The first Is the 
ptosssjr oooasieaed by movement from bottom to top within the! 

a®? *f!° ad jj »«Pi*eatal mot ardewS^aS! 

*II3^S*Ei2 0 18 b t altiiy • a4 ncr » al and should take the forsTof a 
otmatant interchange of executive talent across agency lines. It 4* 
present to a great extent in industry. * 18 

m rw ,n,! !f 9 s® ”*“£ P r ^« BB *a voridag oat a program of terisoatal 

Sin ULI2L-5S t r i !Jf*? 0nt Jcb another which say bo in a new 

°T Sn J* • «"*PPOS«lly permanent agency or prograia 
«°a»r»tyd.hl.. ft. MV 'em, SjftgS nsii 

^ survival, the Job at the old agency may be no lomrw 

S 8 ^ ^wKstfortaSlLScr 0?b:S^?cSd a S !le, 

turn to hie friends for help in finding a suitable openin g s 
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frftday, 2 lfcy 1952 

Subject* DEVELOPS*} A SCIENCE OP MANAGING PEOPLE 
PANEL DISCUSSION B: How to Apply Personnel Research Findings 


Chairman i HERBERT E. EVANS, Vice Fs*eeid«a»t - Personnel, Far* Barea'a 

Insurance Companies. 

PAUL D. BANNING, Chief Disbursing Officer, U. S„ 

Treasury Department. 

RALPH D. BENNETT, Technical Director, Naval Ordnance 

Laboratory. 

MERIDETH P. CRAWFCSD, Director, Hunan Resources Office, 

Department of the A ray. 

MILTON HALL, Assistant Director of Personnel,, Federal 
Security Agency. 

DISCUSSION 

Application of personnel research findings is, at the present 
tins, more difficult than most personnel technicians realise. The 
difficulty appears to stem flroza the fact that the average operating 
official does not haw the tine or facility to ferret out useful 
formation from the bulk of personnel research material which peases 
across hie desk; the findings are too vague and theoretical and 
couched in the language of the reoearch analyst rather than in terms 
easily understood and useful to the operating official; the researsfe 
is often based on an "ivory tower" analysis of operation problems; re- 
search findings often conflict with the basic morse or the operating 
official Ce« g», women are as capable as men) and have little chance 
of practical application , 

If research is going to be of any value to the operating official, 
the research analyst mast o am® down out of his tower and work directly 
with and in the situation in which his findings are to be applied. The 
young Ph. D. must set aside his "theory" and examine the practical 
aspects of the situation. This is true in personnel research where it 
is not necessarily the case when dealing with "things" rattier than with 
"people." The one is too often mistaken for the other. Perseoisel re- 
search performed in an operating situation ie farther complicated by 
the need but lack of opportunity for adequate control in the situation 
under study. During World War II, the Department of the Army was able to 

Approved For Release 2002/03/22 : CIA-RDP81-00314R000200060043-9 



Approved ForHtelease 2002/03/22 : CIA-RDP81 -0031^)00200060043-9 


tt&ke substantial progppisae in aaa ay areas ef personnel research 
at that tins there was an opportunity to work with group; ®f statist 
tioalSy significant else in mar® or loss ©octroi ied situetims., This 
opportunity doss not parse cast itself tc® ©ft*®* however. 

Perscon®! research isusually valid when applicable to gy®ijp# * 
tsat begins t© lose its u&lidily and value* as far as operating people 
are ©oooernad* when the need arises to apply the f indin gs to an in- 
dividual case« V&at is true of ^Adninistrafivw Assistants 61 ha 
general* nay be of little worth in dealing with John Doe,, a "unrtleular 1 
Mmiais tsratixf* Assistants 

It was felt that either Cl) the research roust tr ans late hie 
findings into tense which will b© useful to the operating off&sUI tr 
?2) the operating roost educate hinself in the 8 Jargoa* of the research 
group. A solution will probably require a better laaffierct&Mir® and. 
appreciation by both groups ©f the work ©f the other# Better ae ©f 
staff roett by operating officials was suggested as another ©f 

breaching the gap. The effective staff aid should separata the wheat 
fU«a the chaff and present the useful personnel research material t© 
his chief in a fora which will be readily understood. 
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, A be developed m der the guidance of* the Civil 

Service Ccmoiseicn whereby* 

Executive talent will be identified . 

I* 22* 'SS ^ a f b * twiiawd «*>d devolved. 

3. wile talent will be known throughout the Federal 
establishment and there will be a vide dhusm far 

4o 

5 . 


6. 

7 . 


Ibere will be promotion and msvemciat aoroea agesaxav 
lines to t wh greater extent then there is now7 
Salaries should be paid between assignments er in 
the periods \thm a person is in Ui proaea® of 
transfer from nos agency to another, 
mere should be iammity ft root reaction la fereo. 

Sals policy ehcaald apply to overseas persoasa®! as well. 


A program like this wouM have to work both ways- If* t 2 »® 

2JS f® f®*® 8 provids all of these benefits to these p®cple p *S^* 
J°?* 8^*Rteat&a& idien. an eeergaa&sy arises and a certain 
type of talent ie needed ias a certain place the person \ia& pweesso* 

piste service depends upon the aoceptanse ©f goverammat 

engj3.ef®sat without reservation. It inpliee a fecal point ftrro whidb 
exso^lvesare dispatched to all points of the varld, whonover and 
tha -**^ arises, mere night be dime'll ties involved in 

'th« W SL W ii llag te ,? C ff pt suah ^ooaditimal ea^Loy- 

* ,«»««««• to the individual 
sad would perhaps serve to attract a sufficient randier of high 

fo^tS SlttBlh a F 84 ® 1 vepto *“7 «ati*faotarily 

J*°« t,a T? a OQatrml ««• of "ostablished^ eivlilervaat* 

*»% who accept, amplest umaeStT 
tionally. We have such a "career oerpe" in the Persia* Service 

st: 1 * **• *• sXo-. •. sk j2X , «5ir 

nent would not be without precedent® 


Closing Session* 

Address* ftanoes Perkins, U. S. C ivil Service CconfeaietKS' 


. P “* raast be considered an art rather than an snot 

dWlln * P«Pl* «* “p»opU" tapU,T 

£ - th ! lr ^ TlOT f •«**•*• n»r.fore. 

be aanaged by a Mt of rules and regulations which vi 11 cover every 

h® ® am « ad through contact with^S* 

p®®p!e* hr exaagJle, and by precept. Unftartamtely, the trad for the 
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last several dsoadea lias bona 4c do everything «>®®crding to regulation. 
Adainle tratora spend Ihcaara drafting the exact warding ©f a n®v sat 
©f rule©, and less sight ©f the fast that this case sat ©f r©l ®3 is 
attesting to ©over the behavior and the r eases® befaiajd the b eh avlcr. 
oflargt maefcsra of individuals wh® differ fipca e&sh ether in as may 

VISJBm 


Sooehovr %m mmt provide for greater delegation of 
Different people approach a pr©b2L«a differently* If w® 
intelligent people ufe® kn@w th© overall ©stives ©f a 


SfiftJLJm, it weasM probably be sssre efficient and 

in the long rm than trying to faros then to operate al@ag 
that nay be at complete variance vith their nest effective 
working. 


linos 

3 ©f 


!^ie attempt m the part ©f personnel cAiMetmtore to fit the 
SS ??* ** fj£l ®® WPa2 - ®i2.2.i®a f««t is only another system ©f -th® pr<®. 

vailing IHssmb of ease tines =■=> the passing ©f Individuality. Bier® 
are ©tow indications * th® mlfornity of dress , ©f teat® in 
entortaimeat and literature, and even ©f geels and id@aa of uhat 
sosotltotee suooese. People eat* drink* waer* aasd even think,, the 
sane things. ! 


^ ® f ******** ferns ©f this disease is 

tien ©r the rule r *v®ryfee% does it" to activities. This at la 
S»art ft*c® the lack of ary attaapt on the part of » adhml c- 
and inetitutiens ©f higher education to teach y©^ peepl® i©* 
distinguish between right and wrong. Zh the afessiel© of 
criteria* the only Measure pe®pl® are left with is what 


Oisr strength as a nation* aar inventive genius and ingenuity, 
cane fires a differentiation of people. The end preduai ©f this t.?«ad 
tewsrd uaifamitjr oan only be a use aarvesw tesesMcwsa me mss 
nedloei&sby. 


Sentahow we asast get the best people in government. T© d® this we 
■mot develsp for oarselwe now techniques to aid m in the estimate ®f 
©haraster. Perhaps if we oemlsaoe toe educators that stanagth ©f 
eharaeter is a Marketable ©aanedity* they will ultimately put it bank 
in the oari@iilw« 


Approved For Release 2002/03/22 : CIA-RDP81-00314R000200060043-9 


